
Perhaps you have an upcoming discussion with a direct report and would like to 

gain insight into their leadership strengths, tendencies or developmental areas. 

Or maybe you’d like to host a group discussion or simply self-reflect on your own 

effectiveness as a leader. Whatever the scenario, the questions in this guide 

can be used to stimulate meaningful discussion and insight into the behaviors 

used to influence others.  

As a leader, it’s important to recognize that effective leadership is an iterative, 

lifelong practice. Although some people may naturally have some of the instincts 

of a leader, no great leader is successful without making thoughtful, purposeful 

attempts to hone the necessary skills and characteristics required to lead 

situationally, with intention.
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Leadership Characteristics 
 � As a leader, what leadership characteristics are 

most important to you? 

 � As a follower, what are the characteristics you look 

for in your leaders? 

 � What are the common themes or distinctions 

between what you expect from your leaders and the 

characteristics that are important to you as a leader? 

 � Do you have peers that you consider to be effective 

leaders? If yes, what characteristics or behaviors 

do they exhibit that make them so effective? 

 � When you consider your direct reports that stand 

out as leaders, what leadership characteristics do 

you think are their greatest strengths?

Leadership Self-Reflection
 � How would you want people to describe you as a 

leader? 

 � Have you completed a formal assessment of 

your leadership behaviors (e.g., LEAD Self/LEAD 

Other)? If yes, how were others’ perceptions of your 

leadership style the same as yours? How were they 

different? Were you surprised by any of the results? 

 � What are your greatest strengths as a leader? 

 � What do you think are your greatest challenges 

when leading others? 

 � What skills do you feel you could improve to be a 

more effective leader? What steps are you taking 

to develop in that area? 

 � How do you personally measure your success or 

effectiveness as a leader? 

Achieving Same-Page Status 
 � Would your team members say that you are 

consistently aware of their priorities and tasks? 

Why or why not? 

 � What is your personal level of familiarity or 

experience with your team members’ tasks? How 

does that impact your ability to achieve alignment 

on task expectations? 

 � Describe any successes or challenges you’ve 

experienced with gaining task-specific alignment 

and clarity.

Evaluating a Follower’s Performance
 � How effectively do you distinguish between ability 

and capability (or potential)? 

 � Have you ever misdiagnosed enthusiasm or 

confidence for ability? If yes, what was the situation 

and what did you learn from the experience?  
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 � When assessing an individual’s Performance 

Readiness® for a task, how do you determine their 

confidence, commitment and motivation? What 

indicators do you look for? 

 � Describe any successes or challenges you’ve 

experienced when attempting to diagnose an 

individual’s strongest-felt need. 

Adapting Your Leadership Style
 � When making the conscious and intentional 

decision about how to respond to a situation, 

what adjustments do you consider based on your 

preferred leadership style? 

 � What questions could you ask to gain alignment with 

the performer on their ability for a task? 

 � What questions could you ask to gain alignment 

with the performer on their willingness for a task? 

 � Reflect on your personal preferences and 

tendencies as a leader. What adjustments might 

you make to increase your flexibility and adaptability 

across the four styles?  

 � Can you think of a situation in which you underled, 

giving the follower support but not enough direction 

for a task? If yes, describe the situation and what 

you learned from the experience.  

 � Can you think of a situation in which you overled, 

giving a performer too much direction or structure 

and not enough support for a task? If yes, describe 

the situation and what you learned from the 

experience. 

 � When you want to communicate a leader-directed 

style, how do you set the tone for the conversation 

in the first 30 seconds? 

 � When you want to communicate a performer-driven 

style, how do you set the tone for the conversation 

in the first 30 seconds? 

 � Have you ever recognized in the moment that your 

leadership style was not a match? If yes, what did 

you do? What did you learn from the experience? 

 � How do you prepare to communicate a leadership 

style that is less comfortable or intuitive to you? 

What do you do to stretch out of your comfort zone?

Managing the Movement
 � Situational Leaders recognize that shifts in ability 

and willingness are inevitable. How do you stay in 

tune with team members’ changing circumstances 

and performance needs? Are there any 

opportunities to improve communication frequency 

or effectiveness with your team members?

Situational Leaders understand that 
using the same leadership style—

even if it’s their natural or preferred 
approach—is ineffective when applied 

to every performer and situation.
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 � If your team is hybrid or remote, do you see potential 

barriers to communication and connection that 

should be addressed? 

 � Describe any successes or challenges you’ve 

experienced when implementing practices to foster 

development among your team. 

 � Can you think of a situation where a team member’s 

performance for a task was regressing? If yes, what 

did you do and how did you know when to step in? 

 � Are you currently seeing any signs of regression 

among your team members? If yes, what do they 

look like? 

 � Describe any successes or challenges you’ve 

experienced when attempting to reverse regression. 

Want to Learn More?
Situational Leadership® Essentials delivers consistent, 

high-impact learning experiences across multiple 

modalities to meet the unique needs of your learners. 

Through highly engaging, relevant and application-

focused learning, participants gain a strong foundational 

understanding of how to apply Situational Leadership® 

practices in the context of their role.

Visit us at situational.com to learn about Situational 

Leadership® Essentials and join a workshop near you!
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